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I. SUMMARY

1. Personne: manmaement and career development in CIA are
a function of command. Heeds of offices and Career Jervices hawe
Primary responsibility for sand authority over the people working
for them. The Office ¢f Personnel ig essentially a stef? and
support element. It essipts the directorates and independent
offices in persomrel mmrmgement, and provides a wide range of
important employee serviees, but makes relatively few decisions
on hiring, assigping. promoting, transferring, evalumting, dis-

LU N
ciplining and terminating approximately [l stars, contract 25x9A2

and proprietary people for whom CIA has some direct or indirect
responsibility. This is5 not said to dovngrade the Office in any
way. It is, rather, to emphasize that although his statement

of functions mekes the Iiregtor of Personnel "responsible for
the development and administration of an Agency wide personnel
program,” most of the real responsibility angd authority lie with
the directorates and heade of independent offices. As indicated
below, we believe the authority of the Drector of Personnel
should be strengthened o be more consistent with his reapon-

slbilities.

2, This is & aurvey of the 0ffice of Persoanel, not of the
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personnel msnagement polieies and poractices of the heafls of offices
and Career Services. However, in the course of the survey, some
major personnel metters of comman concern same to our attention,
and we belleve it importart to comment on them. We have tried t«
~answer three basic questicns: *
&. How well does the Office of Personnel do its job?
b. Are there chenges indicated which would make it more
effective.
¢. What are CIi's mmjor personnel problems, and who is
doing what sbout them:
3. Our findings are summerized below. Detalled comments
and recommendetions are conbained In the report which follows:

How well does the Offige of Personnel do its job?

We belleve the Office does an excsllent job of regruliting
Junior professionais and in proevring military personnel; of
providing support to heads of offices and Career 3ervices in
their personrel programs; in the orientation and processing
of new perscmelj irp handling diffieult termination cases;
and in providing erployee services.

The Of7lce does less well in "reviewing and evaluating

v the personne manm-ement practices in the Agency” ;( in

initlating action 9 eurrect inmdequacies.

-
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! The Office recopnizes the need to improve saveral kinds
of personnel and wanpower control records, snd has recently
3 set up a taes: force to work on these problems.

Are there changes indicmted which would make the Office
more effective:

We believe there are a few such changes.

We recomnend that the Sslery and Wage Division, which
examines several aspects of personnel mshagemgnt of other
offices (position classitieation, staffing petterms, and
wage structure) be strengthened by the aasignment of more
broadly qualified pecple, rensmed the Personnel Management
Division and given a bromder charter. The new charter
should ineclude authority te lock into workload, use of
people, job gqualilieations, attrition, promotion policles,
adequacy of supervision, identification and handling of
problem cases (including marginal performers), as well as
those matters now covered, and to meke recommendstions for
changes where indicated. This should be done in close
collaboration with the Bireector of Budget, Program
Anmlysls and Menpowe:.

We believe theat more smphasis should be given to
erployee cownselling, end less to "out-plecement,” which

is largely comncerned with people lesving CIA.

4
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More use cman be made of the Assessment and Eveluvation
Staff{ in selectin: and sssigning people, and in trying to

readuce attrition.

% at are ClA's principe) personnel problems and who 1s doipy
it about thami

The principal persomnel problem in CIA is failure of

supervision. Almost all misconduct, defaleation and other

problen cases reaching the Inspector General are compounded by

fallure of the supervisor to face his responsibilities and

take action In time. This is recognized m%A;;?im is bein:

taken to desl with i3. The progrsm of reorientation on

mppervisory rasponsibiliity, more emphssis on supsrviscry

performance in fitness reports, the s A S handbook g

being prepared by the Office of Peraonnel, and other measurss

for follow-up will, we believe, resuli in improvement,. These

problems wil:, however, need continuing attention.

There is a ralativ@elyimll but disturbing oumber of

marginal pervormers, misconduct cases, and employees with

paricus probiems sffacting their work or ralsing questions 25X1A

as to their sultability for empleyment in CIA. Despite _
Orsrebe EBBCI's recent memorandum on, Supervisory Performance in

Matters of Buployee Perxfprmance and Bebavior, 13 Merch

156k, some cases nre ot being reported to the Director of

B TR

-
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Personnel until they reach a crisls stage. The recent
studies on Alecholism in CIA, prepared by the Office of
Pargonnel, deserve sericus sttention., The Director of
Personnel ahould be encoursged to take grester initiative
and provide lemdership in organizing an attack on thase
problems.

There are patches of high professionel atirition -
eppecially in the BDI. CIA loses too many of its young
profeasionals, and too little is being done abouk this.
The Director of Peraomel and office heads should
collaborate on a progrem of reducing abtrition where
possible.

The coats of processing new personnel - o replace
losses throush attrition - are high. A coat study and
popsible ways of reducing such costs should be made by
the Deputy Director of 3upport and the Director of Budget,
Program Analysis snd Menpower.

The Director of Fersonsel is in some ceses frustrated
in getting mction on persomnel problems because of the
autonomy of heads »7 offices and Career Services. When a
gericus probiem ie identified, the Director of Peraonnel
ahould be glven atronger support in getting appropriate
5
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A. Office of Personnel

1. Persommel Bac_z_"uitmnt Mvision

1. This swrvey found the Recruitment Division going

through & difficult period. The Division vas expanded to[JJJj 25X9

people and recrganized during Fiscal Year 1963 to recruit larger
murbers of people in response to requiremmnts of the four Deputy
Mrectorates. The lower nersonnel celliings inposed 1n December
1963, and anticipated somewhet prior to that time, brought
reeruiting to a grinding hnit exeept for specialists and JOT
candidates. The Division hes &ifficulty, understendsdly, in
getting future persnnne’ requirements on which to plan reeruliting
sehedules. The Chief of the Bivieion is mmiking such plans ss sre
possible, adjusting territories, terminating and resssigning
surplus recrulters, and making other changes indicated. The
Division will spend ebovt [ 1= ¥Y 1964, 25X1A1a
2. We should note end give the Division credit for
several innovations adoptad duriag 1963. The "100 Universities”
program in which recrudters and other CIA officers talked to
informal luncheon andl @laner sessiona attended by selected
faculty advisors and placement officers around the country were

successf™ in creating understanding sbout and more interest in

EECRET
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CIA as an employe:. Bedly needed new offiee space for fleld
recruiters vas obtained. A larger number of people were recrulted
than at any time since the eariy 1950's. E€redit for much of this
production must g> to & few seasoned recruiters. The Chief of the
Divieion is responsible for development of new brochures on employ-
ment opportunities in CIi, and for getting approval to sdvertise
for QIA applicants in trade and profesaional jowrnals. One such

edvertisenent in the Scientific Amsriesn produced a number of

interesting applicants, but none had entered on duty ms of Marck
gy et R -

1064, Ap experimental wrogram of hiring women clericals age 35-00,
A

on reserve appoimiments was inltliated.

L2y CIA gets ite new people Trom:

25X9A2 s, A- recruitlng stafl of the Office of Persomnel 25X9A2
1ocated in [eities tirougbout the United States.
b. A T-man Weshirgton office of the Office of Persomnal
which handles refeorrals and walk-ins,
¢. Recruitiiz an® referrals by other CIA componants.
In the 18-month poriod ending 31 December 1963,- new people 25X9A2
entered on duty with CIA in four general categories, as follows:
Bacfasgionnls
25X9A2 Junior Officer Treinees
Comunications Personnel
o Clericals

An snalysis of who produced these new pecple 1s as follows:

Approved For Release 2001/05/01 : CIA-RDP82-00357R000300010001-1
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action teken - ever if thim means overruling a hesd of
& Lareer Service.

There ars about LX) key jobs requiring scientific,
technicel or other specislist skills which are difficult
to fill. The Offiee of Personnel and other components
have coordinated s drive to locate qualified pecple for
these positiong. We heve mo suggestions as to how this
might be done better.

Sl

The Agency is facing a clerical shortage because of

unexpectedly high clerical sttrition, cutbaek in recruit-

ment and & mw,mg wp of the clerieal pool. T vl
e m—_,':.‘,,';# £, I"‘ [X—g AT Y ”F P i,

INBAR o P, i, B, A

There are aoous- nouus'baff personnel for whom
CIA bas some responsibility, but who are not subject to
manpower controls and other management procedures reguired
for staflf employees. These include contract employees,
contrect agents, career sgent employees of proprietary
projects, indigenous personnel of seversl kinds.

The Bureau of the Budget hms for the first time
placed a “ceiling” for FY/1965 on non-permanent personnel
_Obvw\mL s Bhe Bureau is unsweare of the total
number of non ataf’l’ personnel indiceted in the precedin:

parsgraph. Wi believe the Bureau of the Budget's interest

PR -

CRET
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{n non-staff personnel peints up the need for the Agency to
(1) know how many of Whge pecple there ave, (2) be certsin
that its perscnnel menseser practices for them are sound,
sod (3) be sble tc defend their use and eosts. The Agency is
ot mow in & position to 4o this. Yhe Office of Persomnel. has
bagun to exsmine the wage structure, retirement programs, and
other benefits of three large proprietaries. Others, freluding
the largest, have not been reviewed. It bas alsc ewtsblished
nev ground rules for inmuepce benefits for people involved in
hasardous and sepcitive urdertakings which will result in more
uniformity. Records on contrect employees, consultents, starf
agents, proprietary personnel, emreer agents mnd contract
agente exist, but are rot o aceurate or sudject to the same
systematic revievw as thase co staft eaployees.

h. It is recomsaded that the Deputy Pirector for Support
in collaboration with the Mrector of Budget, Frograam Apalysis
and Manpower sheld-review the sdequaey of reporting of non-
stalf personacl and make recormendations to provide IOCY with
accurate information guerterly on suck people, The Deputy
Divector of Buppcrt showld mmke recommendations to appropriate
s:thority for the systematic review of the personnsl managepent

gractices of preprictists snd other projests with emmual persciel

i woe [

‘?u
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5. Although en euecut ive«development progres has been reecn-
mended in 1952, 1953, 1352 sad in 1963, little sctiom has been
taken to organice guchk o program. Projected losses through ree
tivemmet of senicr cfficials in the 1970's spd probably of officers
aon vhom CIA has boen counting %o veplace such officlals, point up
the need for much 8 progue. We recormend that the Director of
Persommal take the ipltistive In crganizing s systematic progra:
which will ident:fy snd cevelop ewployees with potential to fil3
senior executive aod sanepérial jobs.

- -
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Theee polnts should be noted:

a. The wige differences in productivity of recruiters
{recognized by the Pivision):

. The nmx‘trima.m «f the low-cost Washington Recrultment
Office;

c. ‘The mmbers of nev people recruited by other CIA components.

3. %here is scme professional friction between the

Headguarters staff of the Recrultment Division and some DD/ offices
sbout recrulting economists, area specialists, and other personnel.
DB/I officers feel strongly that they must visit university campuses
to interview candidmies in some fields in which the generalist
recrulter cannot be expected to be an expert. The Recrultment
fMvigion believes this to bte wwnecesssry. Our interviews with
five professionsl recruiters in the field indicete that this 1s
not & problem to them as lon ag other officers' visils are
coordinated with ilhem, which is now the rule. The numbers of
professionals recrulted by other components indigate to us that

thelr recruiting is productive. No changes in current arrangemarts
ILLEGIB

, ~
nee _
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vhich permis such specialist reeruitment in coordination with
field recruiters nre tharefore recommended.
4. CIA is recruiting enough able young people for all

v its Junior professionn) positions, but i; kaving difficulty

filling about 100 key jobs ealling for technioal, sclentific

and specialiat skills. The Recruitment Division and other

camponents have coordimetel cn attack on this problem, and we

have no suggestlons as to how it might be Aone better. JOF

recrulting is covered in Section B.

5. As poted svove, CI4 entered[illcroricer 257942

persornel on duty betweer 1 July 1962 and 31 Dscember 1963,
These numbers were obtmined st some sacrifice of quality. Many
high school gredustes and many girls recruited from “atrline
hostess schools” did not meet clerieal performance standsrds,
although they pagscd the clerical tests given befors entrance on
duty. Clericel standards anve now been raised. The Recrultment
Ddvision is now concentrating on clerieal applicants from
secretarial and busineme achools end Junlor eolleges. Clerical
personnel will no longer be brought inko the clericsl pool on
the basie of an interim clemrance. A satisfactory full field
investigetion will be required before a clerical employee will

enter on duty.
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6. We have minor suggestions on headquarters field
relationshipa, an updeted statement of what recruiters can tell
applicants about the Agency, mnd centraslising responsibility for

each field office whieh sre covered in a separate memorandun,

Approved For Release 2001/05/01 : CIA-ROP&§280857R000300010001-1



25X1A
Approved For Release 2001/05/01 : CIA-RDP82-00357R000300010001-1

Next 3 Page(s) In Document Exempt

Approved For Release 2001/05/01 : CIA-RDP82-00357R000300010001-1



Approved For Release 2@1/05/01 : CIA-RDP82-00357R000300013001-1

SECRETY

2. JPersonne) Operstions Division 25X1A1a
1. %his Division of.peopla hmdgct,!{e& at- for

FY 1564 procesees persornei mctions, mssists other offices in 25X1A

placement of pecple, selects and assigns clerieal personnel,
maintains officisl persomiel records, produces a variety of
statistical reports, keeps book on strength va, 7 celling figpures
and operates an out-placement service.

2. 8ince th&‘ 3.;;% IG survey, the Division bas made its
processing much more efficiemt and the long delays noted at that
time no longer exist., The average time to pProcess & new employee
fram recelpt of Personnel History Stetewent forms to notifiestion
of eligibility for entrance on duty is 80 days. This includes
personnel, security and medical processing. This is & commendable
performance .

3. It is recognized that staff personnel records of
severel kindas need improvement, and & task force hag been set
up to review officiel personnel files, qualifications data,
coding of personnel information, statistical reports, tables of
organization, career sarvice grade authorization and other
recorda. We believe this will result in required improvement,

and bave no suggestions in this area. Our findings and

SECRET
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recommendations on statisties snd records on non-staff
personnel are covered in Section A.k.

k. CIi 1s feeing a clericml shortage due to unex-
yectedly high clerical attrition, cutback in clerical reeruit-
ment and & drying up of the clerical pool under nevly estab-
lished policies. Higher clarical standards and requirenents
for completion of o full field investigation before entrance
on duty will meke it more difficult to keep a flow of
clericals into the Agency. Demands for clericsls are bullding
up in several components and in owr judgsment, the Cleriesl
Assignments Branch will not be able to mest these demands,
through rno fault o its om.

5. %he Office of Personnel has recontacted 15k
clerical applicants who were processed several months ago
but could not be hired beceuse of the personnel ceiling. 100
of these have other jobs end are no longer interested in working
Tor CIA. It im litely thst very few of these 154 will enter on
duty.

6. We believe thet a case can be made Tor inereasing
the clerical recrultment requirements sdove the figure ofjJJ 25X9A2
for FY 1955. We recognize the need for economy and do not

advocate e retwrn to a situstion like that in 1963 when there

Approved For Release 2001/05/01 : CIA-RRP &2 0857R000300010001-1
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25X9 verejfoev ciericers 1n the pooi. we belisve nowever, that
the new policies mny heve cut too deeply, and mey in the long
run be more expensive i there are too few clerieals to get
the work done. We therefore believe thege policies should be
reviewved.

It is resomended that: No.

e

The Dire¢tor of Persomnel reviewv Agency clericel
requirements in view of unexpectedly high sttrition,
ring up of the clarical pool and indications
of clerical shorteges in several components, and
take such steps as necessary to insure that
demands sre wet.
T. There are indlestioms that two weeks 1s too short
& pariod for some new clerieals to remein in the pool for
orientation, retesting, retraining in clerical skills, and
| the like. Many of these young women are on thelir first jobs
and &re awvay from home for the firat time and need a period of
adjustment wnder close supervision. The Chief of the Ulerical
Assigrment Branch and ber staff who have had mich experience
in this field over the yesrs believe strongly that there should
e flexibillty to keep sowe people in the pool longer if

necesssry untll they afljust and can perform up to thelr dest.

SECRET
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It is recommendaed that: No.

The Direetor of Persomnel give the Chief, Clerical
Assignments Branch authority to keep some clericals in
the pool longer than the presently scheduled two week
period if pecessery to complete their adjustment and
bring their skille up to necessary stendards,

8. Older women clericals, hired on an experimental
basis under reserve appointments, have performed very well, have
produced fewer problems than meny younger women, snd have had
lower attrition. wa believe this program should be expanded.

It is recommended thet: Ho.
The Director of Personnel éxpazm the program of
hiring ¢lder women clerical perscnnel under reserve

appointments, in view of the excellent resulis
achieved in the experimental program.

——

9. ¥We have raservations about employing Pive pecple in
the "Out-placement” Branch. Although the service is useful to
pecple leaving the Agency, we believe 1t i much less Jjustified
than a counselling service for employess who, if handled well
will remgin with CIA and be productive. (See Recommendation ).
It is ow {mpression that the comtribution of the Out-Placement
Branch is somsvhat overstated. It is also cur impression thaet
the Branch has too little supervision by the Chief, Personnel
Uperstions Division, snd thet the senior mele persornel have
1ittle to do.
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10. If CI: uas to choose baetween “out-placement’ for
yecple who lesve and counselling of employees who will remain,
wg belleve the emphesis ghould be on the latter.

It is regommended that: Bo.

om—:

&. The Director of Personnel review the ommﬁions,
supervislon, quality of personnel and contribution of
the Cut-Placement Breneh.

b, The Director of Personnel sssign three of the

five positions in the Out-Placement Branch to personnel
counsellins onee the program has been developed.

SECRET
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3. Mobilization apd Military Persomnel Division

1. %he principal job of the Mobilizetion snd Militery
Pergonnel Division (WMD), consisting ofjecvie and vudgettea 25X9A2
at - is procuring end handling the personnel administration
of qualified wilitery personnel detailed to the Ageney. It also
handles personnel mobilizatien plsnning and the administration of
the military reserviet progran of CIA.
2. 'The priecipal users of military personnel in €I arve
the Offiee of Special Activities of D&t and the |G 257 2c

I Fe-cocatetives of both of

thege components were hi hly complimentary of the services of MNPFD.
We found conslderab:le evidence that CIA is getting excellent
personnel from the military services. Becaume of the good working
relations between MMPD ani the ssrvices, CIA 1s sble to hand-pick
almost every individusl. HMagy of these people request extensions
of their assligpmernts with the Agency and many apply for civilian
employment on completion of their military service., As of
31 December 1963, CIA hadfjuiittary astatices, [ of whon  25x0a2
were Alr Porce personnel.

3. Qur comsents have Leen requested on the numbers of

versonnel employed Ly MMPD snd whether the chief or the deputy

Approved For Release 2001/05/01 : CIR-BOP8250%57R000300010001-1
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chisf of the Division should be a CIA career civilimn employee.
A% the time of the swrvey, MIPD was reorganizing end planming
to reduce itas stass by thwee positions. With this reduction ve
believe the Mvipion wiil be reasonably staffed. The chief of
the Divieion is an Army colenel on recall from retirement. His
service has just been extended for an additional two years. He
has an excellent knowledge of both the militery and CIA. Under
the propoged reorganization of MMFD, the chief, Army Branch will
also serve as deputy chief of the Division in the gbsence of the
chief, and the deputy job will be eliminated. We beligve it
makes 1ittle difference whether the chief of the Division im &
mllitary or civilian careerist provided he has adequate know-
ledge of both the military services and CIA, I the present
chief of the Division plane %o retire upon completion of hisg
rresent tour, however, the Office of Personnel should begin

to groom a succesgor.
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L. Contract Perscmier Pivision 25X9A2

b mie i o

provides technical staff mssistance to other compenents -

principally the Clandestine Services - for "non-gtafe” personnel.
{contract employees, stars agents, contrmct sgents, carser sgents,
cangultants, independent contractors and others). These services
include writing of contracts, review of field contracts and ameng -
ments, handling of records of stef? sgents, technical adviece on
copt of living differentisls, field allowances, socisl security
&nd other benefits. The workload of the Division in these Tields
is increasging. We believe that CPD does this Job wall,

2. Recently the Division, with other divisions of the
Office of Personne’, has begun to examipe the salary and wage
structure, pramotion policies, retirement Plang and benefits
provided ewployees of the rejor proprietaries. This is being
done more or less by lavitation of the component responsible for
the proprietary, rether then as s mstter required by CIA regulaticne.
It 1s too early to judge the effectivensss of this function.

3. The Ufrice uf Personnel has very little participation
in @ecisions to hire, promots, essign, reassign, evaluate per-
formance or terminate "non-steff” parsonnel. These decisions are

made by the using component. The Offics of Personmel has authorit:
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to gueéstion the selary and benefits propcsed for a .mon-gtaffer’
if they seenm ocut of lime, Hut there are now relatively few such
cages.
| 4. We do not belleve it realistic for the Office of
Personnel to sttempt to spply staff employee standards to
"non-gteff"” perscomiel, but we belleve that there are ;h;z:ﬁarem
in which the Office of Personnel should pley & larger role:
a. Sompiling more accurats personnel records
and stetistics on "non-staff” pecple., In the course
of this survey, we hed difficulty getting good data
on such people hecause it is not being reported
sccurately by the rfield in some cetegories. As of
31 March 195Gk, the Dest estimates avallsble on the
mmbers of such people were as follows:

Oontract Buployees

25X9A2
Independent Contrectors (Non-DDP)}
Proprietery Personnel
Free Eur Comgittee
ope 25X9

(includin; RFE)

Redio Liverty {formerly Americen
Comnittee for Liberation)

The CAT Alrlines Complex

SECRET
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25X1C4c

(tther Proprietary Organizations 25X9

Gonsu’tants (bosxrd and panel members) 141
Forei:mn Hetionals

Clandestine Services {service
persomel)

C

25X9A2
Office o Communications
Contract Arents (U.8. and Fleld)
Cereer Agenis
_%. The Buremu of the Budget for the first time has e
placed a ceiling on CIA for Fiscal Year 1965 01’- on "non- 25X9A2

permenent” employees. The Burean i obviously not swere of the
large numbers of non-staff” people indicated above.,

.. 6. The Offiee of Personnel should provide the Office of
the DICI at lenst quarterly with accurnte information in sufficlent
dstail on a&ll "nor-steaf " persommel for vhom CIA has responaibility.

p. The Office of Personnel should participate in the
selection of key mon-staff” perscanel (those with salaries
equivalert to 38-15 and above) ineluding those in pro-

prietary and ctlier projects of the Clandentine Services
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and other components. At the present time, the Office
of Perscinel has virtually no participation in such
matters, although in usny cases CIA places much more
responsibility on key "non-staff” personnel than it
does on steff personnel.

b. The Office of Personnel should ensure that
sappropriate procedures exist for reviewing the sult-
ability of all "non-staff’ personnel to be asaigned
oversens. The Office of Personnel should participete
in the review uf contrmet employees, staff sgents,
contract agents and career agents in which questions
of suitability for overseas assignments are ralsed by
the Office of Uecurity, the Medical Staff, or other
offices.

¢. The Of7iece of Personnel should shgure that
proprietary and other projects involving large numbers
of people lave sound persounel meansgement policies and
practices, and that adequate machinery exists in CIA
for reviewing sush mansgement. The (Office of Personne)
should participate in the ammal review of such projects.

Approved For Release 2001/05/01 : CIR-EDP&3-§0%57R000300010001-1
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It is recommended that: Ko.
The Director of Persomnel:

a. Maintsin better personmel records on, and
repert to the DDCI at least querterly on the mmbers
snd kinds of 'non-staff" personnel for vhich CIA bas
responsibility;

b. Participete in the selection of key "non-gtaff”
personnel; {for the purposes of this paper, key persommel
sre congidered to Be those with salaries equivalent to
358-15 and above)

¢. Ensure thet appropriate procedures exist for
revieving the suitability of all "non-staff” perstnnel
to be aseigned overseasn;

é. Participete in the review of contract employees,
starft sgents, contract agents and career sgents proposed
for overzeas assigmwnt in vhich questions of sult-
ablility ars raised by the Office of Security, the
Medical Staff or other offices;

e. Ensure that sound personnel management ypractices
axigt in proprietary amdl other projects with personnel
costs in excess of $100,000 apnually.

£. Participste In the anmal review of such projects;
and

&. IEnsure thet wppropriate regulations are issued on
thege matters.

S5ECRET
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5. Clandeatines ﬂmgrvj.eu' Pergonmel Division

1. The Clendestine SBervices' Personnel Division (CSPD)
is responsible for providing staff sdvice and secretmriat suppors
to the Clandestine Bervices' Career Service Board, its subordi-
nate panels and sections, and the Clandestine Services Personnel
Management Committee. CHPD assists in the selection, assignment.
rotation, pramotion, development and utilization of (8 career
personnel. Most deeisions are made, however, by officers of
the Clandestine Services.

2. CSPD, althoyh a division of the Office of Perscnnal,
is responeible operatiocnelly to the Chief, Operational Services
Division of the Clandestine Jervices. It is organized in
branches which cmplfﬁnmt the panel organization of the
Clandestine Services' Career Service Board. There is also a
Records and Reporte Branck vwhich provides statlstical data to
the DD/P and other appropriate officers of the Agency.

3. Brspch A serves those portions of the CSCEB dealing
with promotions to snd asgigrment of grades G8-1% and up, vhich
eurrently totuls-ndivimnls in the Clandleatine Services.
Braoch B similarly serves grades GS-12 and GB-13 for & total of

-persons. Braugh C serves grades GS-9 through 0S-11,

EECRET
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25X9A2  aurrently & total 01‘- Branch D serves grades GS-8 and lower,
25X9A2 currently & total of ] moet of vhon are ciericals.

4, We beileve that CEPD does a good Job in its staff
and support role. The Chief, Operational Services Division of the
Cl&ndestipe Services wvas very complimentary sbout the work of C8PD

v and ;G;e; ;‘;;e Chief. Considerable progress has been made in the pas:
few years in the more efficient mandling of returnees from the

. field in breaking down parochisl barriers to inter-divisionsl
transfers and in piacement of Jumior Officer Trainees. Much
credit for this should go to CBPD.

5. We have recommended in the section of this report
on the Flans and Review 3taff thet better controle be established
on the review of suitability of eontract employees, contract
agents and career ngents proposed for overseas assignment. This
will involve close collsboration between the Agent Panel and the
Overseas Candidate Review Papel.

6. We have also recommended in the section of thie
report on the Contract Persomnel Division that more sccurate
reporting on non-siaff perscenel be provided the Deputy Director
of Central Intelligeance yusrterly. Maz;y of these people are the
regsponsibility of the Clandestine Services. C8FD is aware of the

need for improved reporting en such people.

S ECRET
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6. Bepefits snd Services Division 25X9A2

=" ——_—

of the Credit Union) budgeted st [JJJJJJlls resronsivle for e 25X1Ala

wide range of perscumel and employee services. We were generally
well impressed with the mensgement and yerformance of this Divisiun.

>
~ 2. We found the Credit Union well mansged. This 18 now
e-n

& aubstantial;?glhmpwrung banking business with shares of -

25x1ata  nearly [ 12 over M sccounts ant vith [ 1osne 25X0AZ5X0A2

Bhares increased by 25X1A1a

outstanding, totaling almost
about $1,000,000 in 1963. The Audit Staff conducts an asudit of
the Credit Union guarterly amd is satisfied with compliance with
i{t8 recompendations. In addition, the Bureau of Federal Credit
Unions in the Deperiment of Bealth, Education and Welfare audits
the Credit Union annually. Repreasentatives of the Credit
Committee of the Credit Uniom eonsisting of seven senior CIA
enmployees meet weekly toc review esch loan proposed during the
previcus week. This Commitiee operates with & nice balance of
prudence on the one hand and with understanding of the needs of
the prospective borrower on the other. The success of the Credit

Unicsa's management 1s best illustrated by its low loss ratio,

25X1
B - 1ovc® cwered vita over-lmd Ala
since 1ts organization, and its consistent dividends cover the
_ +e ) ‘ p
3 Sc > "%"a\;&.. Py C oo - ‘ oy e Gt Ak, -~ t~ '{L’i'wﬁ - B Y s ;
“y . Cers U B CRET . et e dhaa  Sbean, <‘..,‘, s v

i st v 4 o
: i
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years which have towmled over $2,000,000. The Credit Union paid
dividends of 5 per cent ia 1961, L962 and 1963.
3. We considered recommending a transfer of respongibilivy
of the Credit Union to the Office of Plnance, not because it is
not belng well handied by uhe Office of Personnel, but because it
diverts executive iime from major perscunel problems. However,
on balance we believe 1t should rematin with Perscnnel.
4. The Agency-aponsored insurance progrsms have expandsd
/s substantlally in the laet few years. !}inc new Gm-administered
., P80S have come into being since 1960. The mmber of hospitale-

et

ization policles 1n force simce 1960 has increased rron [ 25%9A2
20XOAZ _ The amuurt of hospitalization claims paid incressed
fram $757,71% dn 1560 to $1,50h,1B4 1n 1963. In 1960, the United
Benefit Life Insurence Company (UBLIC) had a total of $28,000,000
ia force compered with $71,000,000 in 1964, In this pertiod there
has been only & ten per cent imcrease ip the number of employees
in the Insurance Branch. There is no ome in the Branch qualified
to mct as deputy alcihough it is generally agreed that such a
person 18 badly needed. We are told that it has not been possible
to recrult & qualified person but we find this difficult to
believe. In view of the fact that CIA will not have to pay the

salary of such & man because be would be paid from insursnce

EECRET o e,
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proceeds, we see no reason why sugh a person capnot be "charged
to non-strength’” as are employees of the Credit Union, We
therefore suggest that the Personnel Recrultment Division be
given a requisition to recruit s qualified deputy for the
Insurance Breuch and thet this be given a ressonadble priority,

5. The Audit Staff auvdits Agency-sponsored insurance
Programs ennually and is sstisfied with compliance with their
recomendations.

6. We have resd with interest the report of the
Director of Personnel on Recreational Activities dated
2k December 1963 and the enthusisstic endorsement of the
program by the Executive Director, DDCI, snd ICI.

T. This report outlines the growth of the recrestion
program from eight activities in which six hundred employees
participated in 1902 tc twenty-seven sports and clubds in
waten seecy [ -~ < vert.

The report indicates some of the new activities under con-
siderstion (discount purchase of tickets, travel, merchandise)
and a long-range ¢oal of a building whieh would include a gym,
meeting rooms, bowling alleys, a small PX, and other fecilities.
We believe the Fmployee Association should be encouraged to
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work toward expanied recreational gosls. Ways of financing
future expansion should be sctively explored.

8. We believe that the Benefits and Counselling
Branch does an excellent job and that its program for dealing
with casee of death or serious accidents of employees desarves
conmendation.

9. Ve believe, however, that problems in the field of
personnel counselling need much more attention by the Office
of Personpel. A me: ovendum from the Inspector General to the
DCI in 1961 (ERS1-6307, 1 August 1961, Inspector General Program
of Resignee Interviews /GS-12 and Above/ Report for FY-1961)
recommended that CIA establish and publiclze a counselling
service which would make it sasier for people to transfer
between Career Services, and also reccmmended that more
attention be given to employee attitudes and motivations.
These recommendstions were approved by the then DCI but little
has been done to date to implement them. This matter was dis-
cussed with the Office of Perscmnel during the survey and that
office agreed thet additional action is indicated and has
proposed to do three things:

e. Dreft an employee handbook on various

gervices which ere evailsble to employees with medicsl,

SECRET
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emotional, family. finepcial and other problems.

b. 3ireas the importance of the role of the
pupervisor in dealing with an employee wilth s problem
before 1t becomes gericus.

¢. Reingtitute the program of interviewing all
new pecple after they have been on the job for about
three months to determine how they ere getting along.

10. Ws bhelisve these ars steps in the right direction
but that some additionmsl action is necesssry. We bellieve that
the kinfis of employeas who need counselling of one kind or’
enother fall into three generel categories:

a. Able peaple who mre or who helieve they
are under-employed, or in the wrong Jobs and want to
change joba or lesnve GIA._requires that 25KIA
an employee who wents to change his Career Servige or
seek another asaignment must proeess his request through
his Career Serviee. This probably inhibits requests for
transfer by many employees. We belleve that an employee
should have the mgnt ta consult the Office of ?crmmel
‘ N ¥ B R NN TR X M
A diractly to 1&1; :r*sasmignmnnt pravided he keeps his

supervigor appropriately lnformed.
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b. Marginal ewployeea who for s variety of
ressons srye not producing effectively. It may be
possible to reassi;x end salvage some pecple. Others
may have to be separated. We believe that the Cffice
of Personnel should errange to have all people who have
unsatisfactory fitness reports interviewed by carefully
selected end qualified mewmbers of thelr Career Bervices
and the Office of Pevscunel. Such intervievs ahould
try and determine the reasons for the low retings and
vhat might be done to improve performance in the same
job or in a new job.

¢c. People with serious personal problems or
who eare developinmg such problems which affect their work
or railse questions aa to thelr sultability for con-
tinuing employment. There 1s distiwrbing number of
such people in CIi. The recent studies on Alccholism
in CIA, prepared by the Office of Personnel deserve
perious sttention. The Medical Btaff, the Office of
Security and the Office of Personnel should review their
files on pecple known Lo have such problems and should
detarmine what sction should be taken in each case.

Credit Union records on people who seem %o be in
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financial @&irficulty should be reviewed, each case looked
into by the Office of Persounnel, and where indicated, the
employee should be interviewed and a constructive solution
to his problem sought.

It is recommended that: No.

o mase.

The Director of Personnel appoint the Chief, Benefits
and Services Mvicion or other qualified officer to:

a. Develop a Program of personnel counselling which
will be more responaive to the needs of dissatisfled,
under-uged and misassipned employees, and of employees
with medical, emotional, alcchol, family and financial
problems affecting thelr work or suitebility for
gmplomnti O S S T E RS St Y S el mﬂ{i Vo a7y
o AT e g f

b. Develap informetion on what other progressive
government and private organizations are doing in this
field.

¢. Prepare a revision of Eﬁ*musignment 25X1A
of Personnel, which would permit an employee who seeks

reassignment and vho has not been sble to obtain
satisfaction through kis chatin of command, to consult
with the Office of Personnel providing he keeps his
supervisor sppropriately informed.

L .

d. Consult with the Assessment and Evaluation Staff
and make recommendstions for developing better information
than now avelilable on employee morale and attitudes.

e. That threc of the five slots presently provided
the Out-Plecement Branch of Personnel Operations Division
be resssigned to the personnel counselling function.

Approved For Release 2001/05/01 : CIA-I%D%S%-@O?S?ROOO300010001-1
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11. The workloed in the Central Procesgzing Branch
is mansgeable and its steffing reasonable. Reduced pergonnel
ceilings in the Agency snd the eliminstion of the Summer
employee program will not produee the overload which the
Branch has experienced in the past. Employees in the Branch
point out that their work howrs from 9:00 A.M. to 5:30 P.M.
are out of phese with the hours of most of the people they
serve, They have little to do after 5:00 P.M. and have a
Pesk loed on arrival at 9:0C A.M. They suggest their hours
be changed to 3:30 AM. - 5:;00 P.M.

it 1s recommended that: No.

The houre of work of the Gentral Processing Branch
be changed from 9100 AM. - 5:30 P.M. to 8:30 AM. -
2100 P.M. to coineide with the hours of work of most of
the people who require their services.

SECRET
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T. and Wege Division
Selary e 25X9A2

] eep—

tudgeted at [l 1+ ~ charter to develop and maintain "an

Agency-wlde program ot position clesaifieation and wage atdminis-
tration.” Position classification, review of staffing patterns
and review of proposeé ipade changes sccount for about one-half
of the Division's work. Specil studies of a wide range of
Personnel matters account for most of the other half. The lather
have included the pay strueture of three major proprietaries:
I - e Burope Comnittee and Radio Liberty;
& gtudy of a proposal to abolish the Nationsl Intelligence Survey
research branches of OCI; the personnel organization of the
Credit Union; staffing patterns of various CIA components for
the Executive Director-Comptroller; and the use of contract
persomnel by a Buropean fisld station, The manpower control
officer of the Office of Buiget, Program Analysis and Manpower
is very complimentary of tie work the Dvision hms done for his
office. Demands on the Division for special studies are in-
creasing. The actual work of the Division is more diversified
then its rather nnrrowly stated charter.

2. This Divieion 13 the component of the Office of

Personnel which has the most day-to-day access to and information

SHECRET
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about worklomd, job requirements, job qualifications snd
personnel practices and problems of other CIA offices.
Although most of the officers in the Division have special-
ized in position classification most of thelr professional
careers, they have been exposed to a varisty of personnel
matters, Three have served with the Clandestine Servicas,
wro have had overseas service, nome has been an operations or
intelligence officer. The chief of the Division is an sbdle,
regpected personnel officer.

3. We believe this Division should be given a
broader charter snd a more broedly gqualified staff to examine
for the Director of Personnel all sspects of persormel mansge-
ment of the Career Serviees. Consideration should be given to
asaigning more officers with experience in the Clandestine
Services, the DD/I and other components of the DD/S to the
Mvieion for tours of duty in the ssme way that such officers
are assigned to the Inspector General. Personnel ceilings and
tmdgetary pressures on the one hand, and indications of personnel
management problems on the other require more careful review
and analysis than the Director of Personnel has been sble to
devote to these matters. We note that the Divigion has &
travel budget for PY-1064 of only $4,200 and that over the

SECRET
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years, fewer than 10 per cent of CIA's field instellstions
have been surveyesd. The Division is frank to admit that it
has hed to resct to problems and requests rather than plan its
coverage of mgjor yroblen sieas systemstically. It is dinter-
esting to note thet the Office of Personhel has not been suwrveyed
since 1959.

4. We heve given considerstion to & proposal that
the Diviesion be trensferved to the Executive Director -
Comptroller, and given en across the boerd manasgement review
function similar to that of the former Mansgement Staff.
Although there are merits to such a propeesl, we belleve that
this would seriously weeien the Office of Personnel at e time
vhen it needs strengthening. We believe the Division should
remain in the Office of Personnel, be renamed the Personnel
Mansgement Division, and given sppropriate backing and support
to do a larger Job.

It is recommended that: o,

The Director of Pergonmnel:

a. Renope the Selsry and Wage Division the
Personnel Mansrement Diviaion;

b. Give the Pivision s broader charter to review

personnel manscement policies and practlces of offices
and Career Services to inciuvde; mmppowsr utilization,

Approved For Release 2001/05/01 : CIA-ROP&280857R000300010001-1
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workload, Jjob quelifications, staffing patterna,
position classifications, evaluation of job
performance, prowmoction policies, grade structure,
Placemant and reessignment procedures, atirition
and hendling of provblem cases;

c¢. Give the Division snough qualified people,
funds and support to do the above job.

d. Collaborate closely with the Director of

Budget, Progrem Anelysis and Manpower in carrying
vut this function.

SECRET
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8. Pians and Review Stalf

¥Y 196k reviews and evalustes personnel policies end programs,

unfertakes speecial studies sand develops and coordinates personnel
regulations. The Chief of the Staff 1s an able, experienced
officer.

0. Its major contribution in FY 1964 was the study
on the "valley after the hump" of Ageney professional persornel
in the middle and upper grades who will 1etire in the mid-1970's
end its proposal for an expanded JOT program 4o deal with thise
problem. This proposal wes approved on 20 Merch 1064, Other
special studies of this ptef? have had lees impsct on the
Agency's personnel progregi.

3. One of CIA's important personnel problems is the
leck of & systematic prugrem of executive development to provide
trained leaders with broad experience Por senior positions. This
wes recommended in 1952 by the Career Service Committee, again
in 1959 in the Inspector Ganeral's Survey of tha CIA Carear
gervice and in 1952 by the Task Force on Personnel Management.
There hag been, however, 1it4le change in CIA's wethofls of
axecutive development over the years. JIn regponse to Action

Memorendum No. A-2392, L Mey 1963, Generalist Corps, the Office
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of Personnel presented = proposal (drafted by the Plans and
Reviev Staff) to the Executive Director for an executlive
development progrem. This is contained in a memorandum
Proposed Executive Development Program for (eneralisis,

31 July 1963, on which 1little mction hes been taken to date.
Projected executive losses through retirement in the 1970's,
which include peopls on vhom CIA has been counting to raplace
1ts senior officers, meiw this a problem which CIA should face
up to soon. There are some differences of oﬁ&niun aa to how
the executive development program should be orgsnized, but
general agreement that there should be one.

It is recommended that: Ho.

The Director of Personnel reopen the question of
an executive development program, and take such action
as necegsary Lo organhite a program which will identify
and provide special development apportunities for
employe#s with potentisl for senior managerial and
executive responsibility.

b, The Deputy Chief of the Staff is cheiring a task
force on personnel reccrds to correct "serious lnaccuraciles

in personnel informeticn which have resulted from the fallure

of responsible officials to initiate changes in bagic personnel

records.” It is too eerly to judge the results of this effort.
5. There sre s nwsber of problem areas 1n parsomnel

regulations. For example, there 1s no regulation HR-cm 25X1A
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Personnel Poliey Jbjectives. The previous regulation on thie
subject issued in 1953 has been rescinded. Regulations on
Btaff Bmployees, Jtaff Agents and Contractuel Agreements for
the Covert Support of Operations have not been revised since
1950 snd 1951. A regulstion on Fosition Anelysis has been
under revision for years, the current regulation having been
issued in 1954. There 1s oo regulation since 1951 on Pay.

A regulation on Manmpower Controls has been "in coordimetion”
for over 18 months. The _on Employee Conduct
has besn under reviaien for months. - Career Jervices,

25X1A
25X1A

is dated 15 September 561 end negotiations for a revised
regulation have been in process for months. There is no
mgulation_ Career Planning. The Office of
Personnel and the Office of General Counsel cannot agree on
a revision of-Inmlunta,ry Separations.

6. We should hasten to add that these problems 4o not

regult from inaction by the conscientious Regulsations Control

Staff of IDS. Trey rather are some reflection on the decision

meking process da-bheiFitecofPerzormel-amd in the Ageney.
We see no reason why decisions eammot be remched on basic
persommel reguletions, srd believe sdditional action should be

teken to resolve open issues quickly.
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It 1s recommensed theb: ¥o.

The Deputy Directar foxr Support:

a. Expedite the issusnce of revised parsonnel
regulations on Employee Copduct, Manpower Controls,
Position Anslysis, Howra of Work, Pay, Involuntary
Sspnrations.

b. Revise or reseind Confidential Mund Regulations
on Staff Bmployegs, Staff Agemts, Military Stsff Agents,
Righte, Selsry, Contrectual Agreements for the Covert
Bupport of Oparations issusd in 1550 and 1951,

T. There uw:{ilj be some overlsp in the proposed functions
of & reorganized Salary and Wage Division (see recommendstion _ )
and the Plang and Review Staff in the review and evaluation of
personnal podrles and progrems, in the field of manpower studies
and in projecting future parsonpel requirements, A radﬁfinitin.LEGlB

of functions of the Plans and Review Staff is indicsted, -\ -

SEECRET
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9. 8pecia) Activities Staff (8aB)

o et e st o [

clerical personnel to be experienced, able and doing its

aifficudt job well.
2. Most of the work of 343 involves handling of sult-

ability, conduet, problem or termination cases. We believe the

Staff does its job with a good balence of firmness and compassion

which gives due weisht to the interests of both the Agency and
the employee.

3. 849 is somevhet frustrated and concerned by what
they {(and we) believe to be failure of supervision in meny
offices which permits problem cases to reach the point where
salvage, transfer or corrective sction ls impossible and
termination is the only solution., SAS believes that the
situation has improved over the years but thet CIA has yet to
com@ to grips with mapy prodlems in this aree., We agree. This
matter is covered at more length elsevhere in this report.

L. A representetive of SAS chairs the Overseas
Candidate Review Panel which reviews all proposals for assign-

ment of staff employees overseas ln which guestionas of sulte-

vility for such =n sasignment have been raised by the Medical

SRECRET
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B. Cereer Officer Trainee Program

1. The Office of Personnel has identified and led an attachk
on one of CIA's important personnel problems: the need to traln
young officere in sufficient numbers to Fill the "valley after
the hnmp" in the 1970's when meny officers now in their 5C's apd
late 40's will retire. The Qf'fice of Persomnel hes recommended,
in effect, an expanded JOT progrsm, the Career Officer Trainee
Program, vhich will incresse the mumber of professional trainees
from _ This expansion wes spproved on 20 March
196%. It will supply jwnior pre¢fessionals to the Deputy Directorates

each year begirning in 1963 as follows:

25X1A

2. The nev program will be the principal induction mechanism
for junior professionals in all Deputy Directorates. It will be
e departure from early JOT concepts of a small group of potentiel

supergrades who would eventually £111 the top jobs in CIA., Some

WheoTu tmert of Young OPiicers, memorandum from the Director
of Persormel to the BECI, dated 25 February 1964

SECRET
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5. Bpot checks of the files containing sensitive
persomnel information maintained by this staff indicated that
some informetion is not belng sent by other components to the
Office of Persomnnel and t!mt_ is only being
implemented in pert.

It ip recomuended thatb: ¥o.

.
requiring that pertinent personnsl information be

IDOT re-emphasize the provisions of]
integrated ir fileas of the Office of Personnel, and that
specific exarples where this has not been done be glven
eseh Deputy Director to point up this problem. (Eyes
Only list being hendled seperately.)

6. 8A3's responsibllities for monitoring weak fitness
reports and step inereesge holds are being carried out in
accordance with their instructioms. As indicated elsevhere
in this report, however, these procedures are effective in
idantifying only some rarginal and problem people. The solution
tothese problems lies outalde SAS.

T. We believe that current regulations for separstion
of surplus personnel _ are adequate. The revisions
wnder consideretion faz_Involuntm geparstions, will
improve that regulation. We have no recomendations with respect

o regulations 1r these sreas.

25X1A

25X1A

25X1A
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Btafr, Office of Jecurity or others. The Overseas Candldate
Review Panel does not review sush cases involving contract
employees, staff azents, career agents, key project pecple or
other non-gtaff personrel. The Overseas Candidate Review Panel

also conducts poet martems on csses brought to their attention

in which etaff employees are returned from the fleld for mis-
conduct or relsted cmuses. We belleve that the charter of

the Oversess Candidate Review Panel should be strengthened to
include the review of the suitability of all staff, contract
and career sgent personmel proposed for overseas and to post
mortem all cases in which these people are returned for mis-
conduct and relsted reasons. We believe this post mortenm should
ineluds s report on what action the employee's present end former
supervisors tock to deal with the problem and recommendations
where indicated =s to what should be done sbout supervisors who
have not faced up to thelr responsibility.

It is recommended Lhal: No.

The Overseas Cendidmte Raview Panel review cases
in which questions of sultability are raised on all
persons - staff, contract and career sgent personnel -
proposedl for oversess nessignment; end conduct post
mortems in 21l eases in which such persons are returned
from oversens for misemmduct and relsted ressons. This
post mortem should ipcinde a report on what action the
employes 's present snd former supervisors took to deel
with the problem and recommendations where indicated as
to what should be done mbout supervisors who have not
faced W to their responsibility.



i
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of the junior professionals under the expanded program will rise
to the most senior jobs, but obviocusly ell will not. Thus,
instesd of concentrating on s potential elite, the new program
w1ll incliufe people vho will evemtually f£111 jobs renging from
about G8-13 up, 1n a wide range of categories. It is slso an
important extension of previous JOT programs which have selected
snd trained people primarily for service in the (landestine
Services.

3. Although the expanwlon has been approved end the numbers
of treinees agreed nn, there sre at least five lmportent questions
which have not been settlaed:

a. Reguirements of easch Deputy Directorate have not
besn pinned dovm. The Giffice of Trailning and the Office of
Personnel have not beern given information on the mumbers and
kinds of operations officers, snalysts, finance officers,
area specialists, seinetiste, economists and others
required for each Deputy Directorsate, so that recrulting
requirements can be organized. Some people have questioned
the validity of using an expensive program of this kind to
supply people for same of these jobs.

b. The jJuallrications to be sought in tralnees have
not been spelled cut. For exmmple, a trainse who will enter

SECRET
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the Office of Financa should have a different educational
background, imterests end sptitudes than e trainse scheduled
for the Office of Curvent Reaearch or the || GG 25} A
Divigion. The Director of Treining feels strongly that
present JOT standards should be maintained regardless of
the end use of a trainee.

e. The trefning to be glven needs more dlscusaion., It
is probably desireble thet all trainees have sowme common
demominator training, but not necessary that all have the
operations course now given JOTs scheduled for the Clandestine
Services.

4. Tha souwrce of trainses has not been agreed on. Some
people belleve that more trainees should come from CIA

employees who can meet required standards after the Agency

has had an opportunity to judge & man on the job. Training
will probably memn more to such people. The attrition rate
of "internal” trainess is lower than for "external” trainees.
Others believe it is desirable for most trainees to be
recruited from outalde. A balmnce 1s probably the answer.
But 1f more are to come from (IA employees, recrultment,
scheduling and aseignnent procedures will have to be

organized to supply quelified new people to the "staging
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areag” which will feed trainees to the expanded progrem.
e. New @lpction proce@ures must be worked out. The

0ffice of Personnel and the directorates should have m volee

in nominating candidates and meking final selections.

L. In view of the fact that this will be one of the most -
if not the most - important personnel programe in CIA, we believe
it ia necessary to exmmine cerefully the role the Office of
Pergonnel should play in it. We bellsve the trend should be to

v strengthen the Office of Personnel's role in recruitment selec-
tion and essignment of trailnees. If, as geems likely, a
significant number of traimees will be from CIA employees, the
problems of scheduling, recruitment and placement will be such
that the Office of Parsonnel ought to have a key role in the
program.

It iz recommended thet: No.
e. The Deputy Dirvector of Support review the
respective roles of the Office of Tralning and the

Office of Persomnel in the Carser Officer Treinee

Program, and ingure that the latter has sufficient
participetion ia it.

b. The Deputy Director of Support tske such
additionsl steps as are necessary to resolve open
questions of requirements, qualifications, training,
gources sud selection procedures for trainees under
the new progran.

£
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5. Ve believe CI. should adopt and announce a policy of
recrulting a significant nwwber of trainees for esach cless from
; the ranks of CIA employees who can mest necegsary standerds.
- 25X1A
| B o7 veoct 1963, ipplications for Junior Officer Trainee
Program, expired on 1 Janusry 166k. It should be updated,
relasued and given brosd distribution, both in the fleld and
at Hasdquerters. The . gency ehould use selected positiona in
all directorates =3 staging areas for the new progran (as has
been done in RID, the Wateh Office and OCR, for example) and
recrult accordingly.
It is recamended that: No.
8. CIA adopt and ennounce a policy of recrulting
s significant mmber of trainees for the Career Officer
] ee Progran from CIA employees who can meet pecegsary
25X1A b. HR Applications for Junior Officer Trainee
Program, which eéxpired on 1 January 1964, should be
reviged to reflect changes in the program, and given
wide digtribution both in the fleld and at Healguarters.
e. {IA should use selected positions in eall offices
88 steaging areas Tor the new program, and recruit

ascordingly.

SECRET
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C. Personnel Processing Costs

1. CIA hired- nev civilian staff employees in FY 1963.

In order to enter this number on duty, over pecple were 25X1A
interviewed initislly by recruiters and s processed
through various stages of security investigations, medical
examinations, ARE testing and pre-employment interviews. In
8ddlition to civilian atafs’ employees, CIA hired several hundred
military persounel and "non-staff' personnel, At an mverage cosu
of §1,500 for each stafl employee who enters on duty, it cost OB5XOAD
-o hire th-eople. There ars no good statistics
on what it eost tc bring the octher people on duty. |
2. The Office of Personnel estimstea that less than 20
per cent of all professional applicents interviewed asre suffi-
ciently interested in euployment with CIA, or of sufficient
interest to CIA to warrent further consideration. In FY 1963,
about 14,000 professionel and JOT applicants were interviewed by 25EX9AD
regrulters ang, after processing sbout 1,900 of theae-ina.lm

entered on duty. (Tbere are no statistics on the number of 25X9A2

interviews held by other CIA commponents to enter the nther-

professionals and JOPs on duty.) '
3. VWe believe CIA cught to experiment with ways of reducing

the reatio of initial interviews and further processing to people

SECRET
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who finally enter on duty. One way ig to experiment with an
edvertised test - along the lines of that given by the Foreign
Bervice. This would have at least three sdvantages., It would
attract some paople not presently being reached by our recruiting
machinery. It would require some initiative on the part of thése
taking the test, and would indieate more than casual interest 1.
working for CIA. Tt would weed out those not qualified for
further considerstion. There are possible dlsadvantages from

a security point of view, but we consider these no more serious
than those in owr present recruiting procedures. The Office of
Personnel, the Assessment and Evelustion Staff and the Junior
Officer Trainee Orfice have had soms yreliminary discusgicns of
such & test, but in ow Judgement have not given it sdequate
eonslderation.

It is recommended that: Ho.

ioaimmennn.

The Pirector of Personpel, in collaboration with the
AME Staff, ovn en experimental basis eonduct an advertised
test for proressional applicants along the lines of that
glven for Foreign dervice applicants. The test battery
should be designed by the AME Staff to meet CIA's special
requiremente .

4. Although the Office of Becurity has excellent cost
date on field investigations, clearance and Polygraph examina-
tions, and the Office o Personnel and the Medical Staff have
pro-rated their processing costs, CIA has never done an overall
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cost study of ite processing of applicants with a view to

reducing such costs. IPresent cost data w,aa Prepared for

budgetery defense purposes. We believe that if heads of

offices are impressed with present high processing costs, if
| cages in process are more carefully monitored and personnel
requirements more precisely defined, important savings could
result.

8. The Director of Budget, Program Analysis and
Manpower meke a detailed cost study of CIi's procedures
for processing new personnel - both staff and "non-steff"
with a view to reducing eosts where possible,

b. The Deputy Director for Support at a Senior
Staff meeting and in other ways, impress on the heads
of offices the high costs of mocessing new personnel
and the need to reduce such costs where posdible by
more careful monitoring of cases in process, and more
precise definition of requirements.

Approved For Release 2001/05/01 : CIA-ROP82$0857R000300010001-1
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D. Costs of aAtirition
1, The OfMce of Peruoamel tells us thek CIa's attrition

rate compares Tavorsbly with other federal agsncien., The Civil
Service Comatssic: stetimties on which this stetement iz based &=
not convineing. ‘e tellewe 21 is too cosplasent about ite sttrl-
tlon and Bas not iven swngh attestion to vhbet it costs - in an
rescurses and dolinrs.
b, From Jul- 10 g Revruary 1964, ozs lost [ 252
professiceal ewplovees, ot the same mumber of profwssiomals
who eutered on duty durlag the sane perisd - a period during
which more new peple enatered CIA than at eny time since the
sarly 1050%s. We heve not teen anle to get setisfisctory sasvers
from the OPPice o7 Terscansl ns to why CIA lowes its yrofessionsl
wployess 1a such nusbors. it interview procedures are ruthes
muperficial, end, in muy oses, do not indiemte the real reasam:s
why pecple lesve. In ibe lasl six momths of 1963, Dy1 profes.
gicnal stirition wes £ por cent higher then other Deputy
Directorates.
3. Ve estissde tiwt direst costs of biring snd processing
esch new state erpicyes rre [ 0= toe do¢ trmining befors  25x1A
an employee decers pexhrtive adds o thene copts substantialll-.

The costs of att-ition arv therevore significat spouch to reqw e
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that CIA find out why it loses people and ses what, if anything,

¢an be Gone to cut sueh lossms.

It is recommended that: No.

The Director of Personnel, in collsboration with
the heads of offices and Career Bervices, make a study
in depth of professional stirition, determine the
reasons for attrition in each component, and make
recommendations for reducing it where possible.
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E. \Use of the Assessment end Bvaluation Btaff

1. We belleve the facilities of the Agsesament and Bvaluation
(A%E) Staff are uider-used in CIA's personnel program. There are
at least five fields which should be explored by the Deputy Director
of Support and the Chief of the Medical Staff who is responaible
for the AAE Staff:

a. The &F 3ta?’ has many i1deas for refining screening
procedures which would weed out peocple earlier in the process
vho are not qualified for further consideration. These might
reduce the large numghers of people now belng contacted by
recrulters and processed through various stages of screenin:,
and produce substential savings.

bB. The AE Stall believes it can provide data of con-
slderable walidity - through sssesament and psychological
interviewing - on howr people can be betier mmtched to jobs
which they cen do well, and in vhich they will not become
dissstisfied. If this is sc, 1t might be possible to
reduce high profesaionsal and other atirition, as well as
result in wpie productive use of people.

¢. The .&E Staff has a contribution to mske in

improving fitness report forms and procedures.
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d. Employee morale end attitude suwrveys are conducted
by many orgenizetions. More attention to this sudblect waa
recommended by the Inspector Genersl in 1961. The AME Staff
has a contribution to mmke in this fleld.

e. A repressntative of the AAKE Staff believes that
aptitude and intelligence tests given applicents by CIA
ghould be reviewed to see if they are as valld for negroes
a8 they are for whites. There are some indications that
they may do an injustice to negroes. Other wvays of
gvaluating negross should be explored.

It is recommended that: : No.

The Deputy Pirector of Bupport request specific
proposals from the Chief, Medical Staff as to how the
ARE Btaff mizht mske s greater contribution to CIA'as
personnel program, to include more efficlent screening
procedures, better matching of people and jJobs, reducing
professione) attrition, improving fitness report
procedures, morale and attitude murveys, snd testing
of negro sapplicants.

R e A
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